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Chie-f  o-f  Staf-f  for  Personnel  with  a  view  toward 
requiring  future  promotion  boards  to  select  the  maximum 
percentage  of  BZ  officers  at  each  field  grad*  promotion 
point.  This  essay  investigates  the  history  of  BZ 
promotions  and  the  impact  of  varying  BZ  promotion 
policy.  Th*  essay  examines  information  which  is  known 
about  the  system  and  cautions  against  its  us*  as  a 
management  tool  when  apparently  little  information  is 
available  regarding  th*  system's  impact.  Th*  BZ  system 
affects  few  people  directly,  but  indirectly  affects  th* 
entire  Officer  Corps.  For  this  reason,  th*  BZ  system 
should  only  be  changed  when  it  is  obvious  from  thorough 
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Tht  Btlow  Tht  Zont  Promotion  Systtm 

Tht  stn  i  or  Itadtrship  of  tht  Army  is  considtring  a 
changt  to  th#  currant  btlow  tht  zont  (stcondary  zont) 
asptcts  o-f  tht  promotion  systtm  'for  Offictr  Ptrsonntl 
Managtmtnt  Dirtctoratc  (OPMD)  managtd  offictrs.  Tht 
purpost  o-f  this  paptr  is  to  prtstnt  tht  rtasons  which 
might  caust  a  changt  to  this  systtm  in  tht  ntar  futurt, 
to  txplort  tht  typt  of  changt  rtquirtd  and  to  mafct 
rtcommtndat i ons  rtgarding  any  changt  to  tht  systtm.  Tht 
discussion  that  follows  will  includt  tht  purpost  of  tht 
btlow  tht  zont  <BZ>  promotion,  any  changts  that  may  havt 
afftcttd  tht  purpost  and  tht  tfftct  thtst  changts  haut 
had  on  tht  offictr  corps.  Historical  statistics  will  bt 
prtstnttd  to  show  trtnds  which  haut  occurrtd  as  tht 
systtm  has  changtd  in  tht  past.  Tht  rtstrictions  and 
rtquirtmtnts  of  tht  Dtftnst  Offictr  Ptrsonntl  Managtmtnt 
Act  < DOPMA)  will  bt  dtscribtd  in  ordtr  to  tstablish  tht 
boundarits  for  any  changt  which  may  bt  conttmpl attd.  x 
Tht  promotion  systtm  in  which  tht  Army  optratts  today 
was  foundtd  on  c  systtm  first  impltmtnttd  by  tht  Offictr 
Ptrsonntl  Act  of  1947.  This  act,  following  World  War 
II,  was  bastd  on  tht  assumption,  by  Congrtss,  that  tht 
armtd  struicts  would  rtutrt  to  thtir  prt-war ,  small, 


regular  organization*.1  Soma  of  our  currant  policit* 

can  ba  tracad  back  to  that  law,  for  axampla;  *up  or  out* 

promotion*  and  advancamant  by  yaar  group*.2  in  1954, 

Cong;  a**  graw  concerned  about  tamporary  promotions  and 
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tha  numbar  of  fiald  grada  officars  on  activa  duty.  Tha 
Officar  Orada  Limitation  Act  was  passad  that  yaar, 
astablishing  spacific  limits  on  tha  numbar*  of  ragular 
and  rasarva  officars  who  could  sarva  on  activa  duty  a* 
fiald  grada  officar*.  Tha  Dafansa  Officar  Parsonnal 
Managamant  Act,  which  was  implamantad  in  1980,  continua* 
to  apply  tha  concapt  of  fiald  grada  cai lings  but 
aliminatad  tha  concapt  of  tamporary  and  parmanant 
promotion*  in  tha  fiald  grada  rank*.  Instaad,  OOPtiA 
optad  for  a  *ingla  promotion  systam  in  which  all 
officar*  on  attaining  the  rank  of  Major  Cat 
approx imatal y  10  yaar*  of  *arvica>  ara  intagratad  into 
tha  Ragular  Army.  Anothar  provision  of  DOPMA  which 
affacts  tha  promotion  systam  is  tha  provision  which 
raquiras  uniform  promotion  procadura*  but  allow* 
flaxibility  in  tha  application  of  sacondary  zona 
promotion*.  DOPMA  *tata*  that  promotion  opportunity  and 
promotion  point*  in  tha  fiald  gradas  will  ba 
approx  imata  1  ys  80'/.  to  MAJ  wi th  promotion  at  10  (plus  or 
minu*  1 >  years  of  sarvica,  70'/.  to  LTC  with  promotion  at 
14  cplus  or  minu*  1)  yaar*  of  sarvica  and  SOX  to  COL 
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with  promotion  at  22  <p1us  or  minus  1>  years  of 
service. ®  it  should  be  noted  that  these  phase  points 
and  percentages  are  goals,  not  requirements.  With 
respect  to  BZ  promotions,  which  were  first  used  in 
1930, 6  DOPMA  specifies  that  they  apply  to  field  grade 
promotions,  that  the  services  may  promote  as  much  as  10% 
of  each  list  from  the  secondary  zone  and  that  each 
service  can  request  an  increase  to  15%  of  each  list  from 
the  Secretary  of  Defense.  The  act  does  not  specify  the 
size  of  the  secondary  zone  but  states  that  an  officer 
can  be  considered  in  the  secondary  zone  no  more  than 
twice. 

The  purposes  of  secondary  zone  or  below  the  zone 
promotions  are:  to  advanc#  the  most  outstanding 
officers  to  higher  grades  and  positions  of  increased 
responsi bi 1 i ty  at  a  pace  intended  to  optimize  the 
development  of  their  potential,  to  provide  recognition 
of  outstanding  potential,  to  provide  incentive  for 
outstanding  performance  and  to  assist  in  the  retention, 
of  high  quality  junior  officers.^  Because  of  the 
limitations  on  field  grade  strength  levels,  a  secondary 
zone  officer  replaces  a  primary  zone  officer  on  a  one 
for  one  basis.  Therefore,  BZ  promotions  can  and  have 
been  used  as  «  tool  in  helping  to  make  the  officer  corps 
more  youthful.  Today,  the  Army  is  experiencing  less 
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field  grad*  r*tir*m*nt*  and  r*signations  than  pr*dict*d. 
For  this  reason,  according  to  DCSPER  statistics, 
promotions  points  ar*  moving  out  along  th*  time  in 
service  line  and  officers  ar*  slightly  older  at 

a 

promotion  than  in  recent  years.  As  a  resuit  of 
increased  retention  and  an  effort  to  meet  the  promotion 
timing  and  opportunity  goals,  some  field  grade  promotion 
lists  have  lasted  up  to  24  months.  Because  of  this 
promotion  slowdown,  th*  Army  is  considering  requiring 
promotion  boards  to  select  th*  maximum  allowable  number 
of  below  the  zone  officers.  According  to  members  of  th* 
DCSPER  staff,  th*  intent  is  to  prevent  th*  loss  of  th* 
high  quality  officer  who  may  perceive  the  slowdown  as 
detrimental  to  his  career  progression  and  therefore 
leave  the  service.  A  related  issue  which  influences  the 
analysis  of  this  system  is  th*  fact  that  th*  age  of 
officers  being  selected  to  Brigadier  General  is  also 
increasing.  This,  of  course,  is  totally  dependent  on 
th*  promotion  policy  which  advances  officers  to  th*  rank 
of  Colonel.  It  is  important  to  remember  that  in  1981, 
the  zone  to  Brigadier  General  was  moved  out  one  year  in 
order  to  increase  th*  number  of  first  year  eligible 
officers  in  a  given  year  group.  This  zone  movement 
should  have  mad*  the  average  Brigadier  General  select 
approximately  on*  year  older. 
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The  basic  question  which  arises  in  any  discussion  of 
the  promotion  system  is  tha  quastion  of  youth  and  vigor 
varsus  aga  and  axparianca.  Tha  Army  saams  to  fluctuate 
batwaan  thasa  twc  policias  and  has  probably  affected 
many  caraars  in  tha  procass.  Evidence  of  this 
-fluctuation  is  shown  in  tha  sacondary  zona  salaction 
ratas  >n  tha  tabla  on  paga  13.  Although  this  shows  only 
what  has  happened  in  tha  sacondary  zona  system,  it  is 
indicativa  o-f  a  philosophical  changa  which  can  parmaata 
all  salaction  and  assignmant  systams.  It  is  possibla 
-for  spaci-fic  yaar  groups  to  ba  too  young,  whan  thay 
should  ba  old  and  experienced  and  too  old,  whan  thay 
should  ba  young  and  vigorous.  For  axampla,  a  yaar  group 
thiat  passas  through  BZ  opportunity  at  a  tima  whan 
salaction  ratas  ara  low  < aga  and  axparianca  ara 
important)  can  than  hava  good  o-f-ficars  raplacad  by  BZ 
salacts  at  soma  -futura  promotion  point  bacausa  policy 
has  changad  and  youth  is  now  mora  important.  Although 
BZ  opportuni  ty  alone  wi  '  1  not  af-fact  a  large  number  o* 
officers  in  a  yaar  group,  tha  cumulative  affact  of  this 
fluctuation  in  savaral  policias,  i.a.  military 
schooling,  civilian  schooling,  command  selection,  ate. 

i 

can  have  a  significant  effect.  In  1980,  tha  Chief  of 
Staff,  Army  directed  that,  as  one  of  his  Army  Cohesion 
and  Stability  Initiatives,  a  study  of  the  secondary  zone 
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system  be  accomplished  with  a  view  toward  eliminating 

secondary  zone  promotions.  In  the  final  analysis,  the 

system  was  changed  slightly,  to  what  we  have  today,  as 

the  value  of  maintaining  some  opportunity  for  early 

promotion  outweighed  eliminating  it.  At  the  time, 

secondary  zone  promotions  were  believed  to  be  too  high 

and  complaints  from  the  field  stated  that  officers  were 

arriving  in  jobs  with  too  little  Knowledge  and 
o 

experience.  Although  only  minor  changes  were  made  to 
the  system,  selection  boards  since  1980  have  selected 
fewer  officers  for  secondary  zone  promotions,  thus, 
giving  the  system  a  se 1 f-correct i ng  character. 

Although  an  inherent  part  of  the  promotion  system  is 
that  promotions  are  based  on  potential  for  future 
service  in  a  higher  grade,  the  measure  of  that  potential 
is  based  on  past  performance.  •  Selection  boards  must 
consider  many  variables  in  determining  who  o  promote 
and  who  to  advance  more  rapidly  through  below  the  zone 
promotions.  Some  of  these  variables  are:  demonstrated 
performance,  educational  level,  job  assignments  or 
assignment  pattern  and  a  concept  of  qualification.  In 
selecting,  an  individual  for  accelerated  promotion,  it  is 
not  enough  that  he/she  has  demonstrated  the  potential 
for  higher  level  assignments,  but  he/she  must  also  be 
qualified  in  his/her  branch  or  functional  a.  ea  or  have 
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the  ability  to  become  qualified  prior  to  promotion.  The 
selected  individual  must  haw  also  attained  appropriate 
levels  of  military  and  civilian  education  and  be  better 
qualified  than  the  primary  zone  officer  to  be  replaced. 
Because  of  the  requirements  on  an  officer's  time  to 
become  “qualified",  it  seems  that  an  upper  limit  on 
accelerated  promotions  could  be  established  by 
determining  the  number  of  officers  who  can  reach 
"qualification"  early.  It  is  possible  that  given  the 
current  guidance  for  promotion,  the  Army  is  selecting 
the  maximum  number  of  officers  qualified  for  early 
selection.  On  the  other  hand,  because  of  the  numerous 
branches,  functional  areas  and  combinations  of  each 
which  officers  may  hold  in  today's  Army,  it  could  be 
argued  that  it  is  not  truly  possible  to  determine  the 
number  of  officers  “qualified"  for  early  advancemeht. 

The  point  of  this  argument  is  simply  to  draw  attention 
to  th»  huge  demands  placed  on  an  officer's  time.  Given 
those  demands,  it  is  doubtful  if  more  than  a  few  c&n 
cross  tha  many  hurdles  required  to  prepare  them  for 
early  promotion.  The  below  the  zone  promotion  should  be 
reserved  for  those  few  officers  who  are  capable  of 
attaining  the  requisite  qualifications.  The  BZ  officer 
should  be  held  in  high  esteem  not  only  by  those  who 
selected  him,  but  just  as  importantly,  by  his 


contemporar i *s.  According  to  th*  "Bolt#  Report"  of 

I960,  th*  key  test  of  *  promotion  system  is  its 

acceptance  by  thos*  involved  and  *  general  confidence  in 

th*  selection  process.10  in  1974,  Secretary  of  th*  Arm> 

Calloway  required  promotion  boards  to  select  15V  of  all 

promotion  lists  from  below  th*  zone.11  The  morale  of 

th*  officer  corps  was  jeopardized  during  tnis  period  as 

officers  believed  that  too  many  officer*  were  receiving 

12 

a  promotion  designed  for  an  elite  few.  Th*  president 

of  th*  major's  board  that  year  reported  out  that  there 

was  not  enough  qualified  officers  in  the  secondary  zone 

to  promote  15'/.  of  th*  list.  Upon  being  told  that  his 

board  must  pick  th*  maximum,  he  resigned  as  board 

president.  A  new  president  was  selected  and  15V.  of  th* 

13 

list  cam*  from  the  secondary  zone.  It  is  not 
surprising  that  the  captai ns  el i gi bl •  for  promotion  that 
year  questioned  BZ  policy. 

In  1980,  th*  last  time  a  change  was  mad*  to  BZ  policy, 
briefing  note*  were  presented  to  th*  Chief  of  Staff, 

Army  recommending  changing  to  th*  system  w*  have  today. 
At  that  time,  boards  in  th*  previous  two  years  had  not 
selected  to  their  maximum  authority,  much  like  th* 
present.  Th*  briefing  notes  provide  some  interesting 
facts  and  figures!  80V  of  th*  Brigadier  General*  and 
Major  Generals  on  active  duty  as  of  1  August  1980  had 


8 


received  at  least  on*  BZ  promotion,  and  th*  same  year, 
off  i  car*  wi  th  prauiout  BZ  promotion*  filled  367.  of  tha 
LTC  command  slot*  and  6T/,  o-f  tha  COL  command  slots. 

Thasa  figures  can  laad  to  tha  conclusion  that  BZ 
promotaas  ‘run  tha  Army*.  Cara  must  b*  taken,  however, 
in  interpreting  thas*  ona  yaar  statistics.  For  example, 
tha  fact  that  in  1964,  95*/.  of  tha  Army's  Lieutenant 
Ganarals  wara  West  Point  alumni  doasn't  altar  tha  fact 

i  a 

that  nina  yaar s  latar,  1973,  only  50/.  wara  alumni. 

Unfor tunatal y ,  statistics  of  a  similar  natura  ragarding 
today's  Army  ara  not  raadily  available.  BZ  parcantaga* 
of  command  slots  can  ba  datarminad  but  ara  biasad  by  tha 
policy  which  limits  first  time  aligibla  command  selects 
to  10/.  of  tha  command  list.  With  so  faw  statistics' 
available,  it  is  possibla  thit  wa  ara  unaware  of  the 
effects  of  previous  BZ  policies.  This  thought  appears 
to  ba  further  establishes  by  the  fact  that  we  are 
considering  causing  more  BZ  promotions  while  we  have 
limited  command  selection  board*  to  only  10/  of  first 
time  eligible*  < tha  population  in  which  BZ  officers  ara 
found)  at  both  the  LTC  and  COL  level.  This  seem*  to 
send  mixed  signals  to  the  officer  corps  as  on*  policy 
tends  to  speed  progression  through  th*  ranks  and  the 
other  si ows  i t . 

Since  Viet  Nam  and  th*  1970  Army  War  College  study  of 


profession*! ism,  the  Army  officer  corps  h*s  worked 
diligently  (:o  establish  itself  *s  *  proud  profession 
grounded  in  *  strong  ethic*1  *nd  mor*l  b*se .  St*tistics 
from  the  Profession*!  Development  of  Officers  Study 
<PDOS>  survry  in  1985  indic*te  th*t  the  Army  is 
*ppro»ching  the  desired  objective*  85*/.  of  officers 
surveyed  aro  satisfied  with  their  current  duty  position, 
but  more  important! y,  81%  expressed  intentions  to  m*ke 
the  Army  •  iareerj  26/  of  comp*ny  gr*de  officer  survey 
respondents  *re  undecided  *bout  the  Army  *s  *  carter 
<10%  do  not  plan  to  stay))  and  the  field  grade 
percentage  bf  those  who  will  leave  and  those  who  are 
undecided  in  less  than  1%.  With  respect  to  BZ 
promotions,  82%  of  the  General  Officers  believe  that  the 
system  shou'd  remain  unchanged  and  the  remainder  of  the 
officer  corps  is  split  with  25%  favoring  more  BZ 
promotions  and  25%  favoring  elimination  of  BZ 
promotions. These  statistics  indicate  a  positive 
attitude  about  our  Army  and  seem  to  argue  against  change 
to  the  BZ  system.  In  looking  to  the  future,  most  newly 
commissioned  officers  will  have  heard  of  BZ  promotions 
but  will  fohm  their  expectations  based  on  the  teaching, 
mentoring  and  coaching  they  receive  throughout  their 
careers.  A  system  that  is  fairly  stable  and  generally 
accepted  can  meet  their  expectations  for  career 
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progression. 

In  summary,  several  facts  appear  to  be  relevant  to 
this  study.  They  arei 

1.  Material  regarding  the  impact  of  BZ  promotions 
is  not  readily  available.  Some  statistics  are  available 
but  their  impact  is  not.  Written  documents  explain  or 
describe  the  BZ  system  but  do  not  analyze  results. 

2.  The  requirement  by  Secretary  of  the  Army 
Calloway  to  promote  IS V.  of  all  field  grade  lists  from 
the  secondary  zone  created  questionable  results  which 
produced  low  BZ  selection  rates  when  the  requirement  was 
lifted. 

3.  The  latest  survey  of  the  officer  corps  <PDOS- 
1985)  shows  satisfaction  with  the  current  system. 

4;  Although  trends  show  promotion  points  moving 
out,  current  promotion  points  and  selection  percentages 
are  within  DOPMA  goals. 

In  conclusion,  data  to  support  a  change  to  this  system 
is  ndt  currently  available.  Since  any  decision  would  be 
subjective  in  nature  and  change  a  system  which  affects 
few  officers  directly  but  many  through  perception,  it  is 
appropriate  to  require  promotion  boards  to  continue  to 
make  the  decision  as  they  do  in  the  current  system. 

These  boards  should  be  encouraged  to  pick  the  best 
qualified  officers  and  to  ask  for  relief  from  current 


/ 


ceilings  i  t  BZ  quality  requires  it.  In  the  meantime, 
other  methods  ot  managing  promotion  points  and 
opportunities  should  be  explored.  One  such  method, 
which  has  been  used  by  the  other  services,  is  Selective 
Early  Retirement.1^.  Another  candidate  ■for  study  is  the 
requirement  to  serve  three  years  in  grade  in  order  to  be 
eligible  tor  retirement  in  that  grade.  Finally, 
additional  study  ot  the  BZ  system  is  required  in  order 
to  collect  the  data  necessary  to  manage  the  system 
ettectively.  It  the  Army  is  to  use  the  system  as  a 
management  tool,  more  intormation  about  its  impact,  not 
just  its  statistics,  should  be  obtained. 
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BZ  HISTORICAL  STATISTICS 
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